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ABSTRACT 
With the increasingly stringent demand from the customers, 
manufacturers nowadays are facing with an ever tougher canpetition. 
To out-compete their rivalries and to strive for long term prospect 
for success, manufacturers have been continuously putting their 
efforts in iitproving the quality of their products and services. 
Over the past few years, a shift towards the use of total quality 
management has been observed in the Hong Kong manufacturing 
industries. The philosophy of total quality management differs with 
the traditional quality control concept in that the former stresses 
on the continuous iirprovement of quality through the participation of 
all levels and functions of the organization v^iereas the latter 
ert^iasizes on the testing and inspection of products through the use 
of statistical methods. 
The objectives of this project are to (1) identify the features 
of the total quality management practices adopted by the 
manufacturers in Hong Kong, (2) ascertain the reasons v^ iy they wanted 
to iirplement the total quality management programmes, (3) identify 
the difficulties they encountered during the iirplementation of TXM 
programmes, (4) figure out the helpfulness of the government agencies 
in the iirplementation of the TQM programmes, (5) collect the opinions 
from the manufacturers as to vtet they considered iirportant to the 
success of iirplement ion of the TKM programmes, and (6) study on the 
ISO 9000 progress in Hong Kong. 
The findings indicate that the majority of the manufacturers were 
using the system approach and adopting a top-down method in carrying 
out the K M programmes. As part of the T^ VI programme, over 90% of 
the respondents have quality trainings to their employees, and about 
70% of the respondents have recognition systems of any kinds to 
recognize the enployees' positive participation and contribution to 
quality inprovements. The itost common reasons for implementing TQ'L 
programmes were found to be (1) to satisfy custc3mers/ requirements, 
(2) to reduce cost and increase productivity, and (3) to become an 
outstanding organization in terms of quality in the industry. Most 
of the manufacturers agreed that (1) eitphasis on short term goals, 
(2) insufficient resources allocated to promote the quality 
programmes, ard (3) lcwer level employees' perception that quality is 
the management's job, are the 3 major barriers to T^l 
iirplementation. According to the opinions from the manufacturers, 
management's support, employees' involvement and quality training 
were considered to be the most iirportant elements leading to the 
success in TC^l iirplementation. 
Finally, a tremendous progress has been observed in ISO 9000. 
Among the respondents, over 50% were in the process of application 
and about 15% have already obtained the certification. Half of them 
in the above two groins were electronic product manufacturers. 
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I • Introduction • 
In today's hi^ily corpetitive business world, manufacturers are 
facing with an ever tougher conpetition among their rivalries in 
production of goods and delivery of services. To be successful, they 
cannot merely produce the goods or deliver the services that can only 
corrpare with their corpetitors. They have to be outstanding and have 
to produce goods that have value to the consumers or else their sales 
and profit will shrink. While on the consumers' side, they have 
become more and more quality conscious and have begun to look at the 
producers' reputation in quality as the deciding factor in choosing 
their goods and services. It is therefore clear that the quality of 
goods and services is the key to an organization's canpetition 
position and its long-term prospect for success. 
The success of Japanese products in the world market has fully 
reflected the above situation. Accordirig to the famous PIMS survey 
(1), quality of the products is as important as the market share and 
has a positive relationship with the profit of the coirpany. 
Quality management is the powerful management tool that brought 
these Japanese firms to such a competitive position. It has helped 
thousands of manufacturers in inproving the quality of their goods 
and services with no additional cost. In the early stage of the 
develc^ment of this management philosophy, manufacturers have mostly 
concentrated on the use of statistical methods and inspection of 
products to ensure that the quality is in line with the 
specifications. 
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Nowadays, this quality management philosophy has been extended to 
encxttpass the v^iole activities of the organization starting from the 
strategic planning until the delivery of goods or services to the 
hands of the consumers. 
II. Definition of Total Quality Management. 
One of the approaches to quality management is the management 
philosophy of Total Quality Management. According to Loren D. Pfau 
(2), total quality management is defined as : 
An approach for continuously improving the quality of goods 
and services delivered through participation of all levels 
and functions of the organization. 
It differs from the concept of traditional quality control in that 
the latter places most en^tosis on the use of statistical methods and 
inspection of products in order to make sure that they can meet with 
the customer' requirements. 
Total quality management is nothing new but developed from Dr. 
Deming's 14 points. It was first conceived in the IMited States, 
but was introduced to Japan after the Second World War. Total 
quality management has been in widespread use in the countries such 
as the tftiited States, Japan, Australia (3) and the Netherlands (4) • 
Ihe use of v^iich has proven, enperically, to be beneficial to the 
organizations• 
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III. Quality Awareness in Hong Kong. 
During the 1960s and 1970s, manufacturers in Hong Kong were known 
to the international markets for the cheap price of the goods they 
produced. In those days, the words "made in Hong Kong" meant little 
more than a guarantee of small figure on a price tag. However, more 
often than not, the goods produced were not upto a quality standard. 
In the early 1980s, Hong Kong's position as a producer of 
labour-intensive goods was threatened as its neighbouring countries 
^ o were abundant with labour supply brought their factory on 
stream. Hong Kong enterpreneurs began to notice that they could no 
longer rely on the low price of their products to attract the 
customers and realized the necessity to put the manufacturing 
industry on a more respectable footing. 
Parallel to this fierce corpetition from the manufacturers 
overseas, the demand on the quality of goods by the customers, 
especially those from Europe and the U.S., became increasingly 
stringent. This has further accelerated the speed of the Hong Kong 
manaufacturers in putting their efforts in iirproving the quality of 
their goods and services. 
Recognizing the iitportance and urgency of quality iitprovement in 
the manufacturing industry, the government introduced the Quality 
Iirprovement Programme in 1990 to support manufacturers' own efforts 
to i^grade their production. The programme has the following three 
major corponents : 
—3 — 
1. To iitprove the existing range of quality si^port services 
administered by the Industry Department. 
2. To establish a Hong Kong Quality Assurance Agency (HKQAA) to 
operate a voluntary certification scheme for local manufacturing 
cotpanies v^iich adopt quality production and management system 
conforroing with internationally accepted standards for quality 
assurance. This certification scheme is commonly known as the 
ISO 9000. 
3. To launch a cairpaign to raise the level of quality awareness 
among local manufacturers. The aim of this quality awareness 
cairpaign is to get as many coirpanies as possible committed to a 
policy of Total Quality Management. 
Since these efforts from the manufacturers and the promotional 
work done by the government-run and -sponsored agencies, Hong Kong 
manufacturers have begun to earn a reputation for quality goods in 
the international market. 
IV. Total Quality Management Practice in Hong Kong. 
With the proven successful results in its application in the 
carpanies overseas, and the promotion of its concept by the 
Government, the ^lilosophy of Total Quality Management has begun to 
gain the awareness by the manufacturers in Hong Kong. Some quality 
pioneers have even adopted it as a management tool to acJiieve the 
goal of quality for their organizations. Motorola Semiconductors 
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Hong Kong Ltd., Johnson Electric Industrial Manufactory Ltd., 
Outboard Marine Asia Ltd., Government Printing Department, Housing 
Department and China Light & Pcwer Co. Ltd. • are some of the good 
examples (5) • According to one large scale survey (6) • about 
30 percent of the Hong Kong manufacturers were using this total 
quality management tool to achieve quality iirprovement in their 
organizations• 
From time to time, conferences and seminars are held by independent 
and governmental agencies in an atterrpt to exchange knowledge and 
experience in relation to total quality management practices among 
the organziations in Hong Kong. One recent exaitple was the 
Conference held by Total Quality Control Development Centre on 
1st December 1992 in v^iich many organizations such as Meyer 
Aluminium, Hong Kong and Shanghai Banking Corp., Ernest & Young, and 
Rank Xerox shared knowledge and e5q)erience in their implementation of 
total quality management programmes. 
Nevertheless, the majority of the corpanies in Hong Kong, 
especially the small to medium size mnufacturing corpanies, are 
still in the stage of finding their ways to implement the total 
quality management programme, and same even still have not started 
off yet. 
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V. ISO 9000. 
A. What is ISO 9000 ？ 
ISO 9000 series are the international standards v^iich tell 
suppliers and manufacturers vtot is required for a quality-oriented 
system. It is basically a set of definitive quality management 
system standards. The ISO 9000 series were published in 1987 by the 
Interantional Organization for Standardization. The ISO 9000 sets 
out the quality systems requirements for a supplier to demonstrate 
its capability to design and supply reliable products. 
B. Benefit of ISO 9000. 
Although many ccanpanies have already produced products/ services 
to a very high quality standard, ISO 9000 is till relevant because 
of the follcwing reasons : 
(1) It provides all the basic requirements for a quality 
system v^iich will apply to all the corrpanies regardless 
of their sizes, showing customers their commitment to 
quality. 
(2) It helps to reduce the frequency of production of material 
v^iich is out of specification and thus reduce the cost of 
production and increase productivity. 
(3) Certification of ISO 9000 has a marketing purpose. This is 
particularly iirportant \Aien customers are increasingly 
approaching only certified corrpanies nowadays. 
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C. ISO 9000 Certification in Hong Kong. 
Certification and registration of corrpanies vMch are able to 
demonstrate capability of meeting all the requirments of ISO 9000 
is carried out in each country by certification bodies, in 
Hong Kong, this function is carried out by the Hong Kong Quality 
Assurance Agency (HKQAA) • 
HKQAA was established in 1990 as part of the Government's 
Quality Assurance Cairpaign. It assesses the cortpetence of the 
corrpanies to meet with international standards for quality 
management system by means of an initial detailed system audit 
and ongoing surveillance thereafter. Certification is intended 
to apply to coirpanies with work sites situated in Hong Kong. 
Factory units in China and Macau can also be certified provided 
they are an integral part of the Hong Kong based corrpanies. 
The certification process begins with informal meetings with 
Agency staff, preliminary visit to the work site, formal 
application, full review of quality manual, pre-audit visit and 
finally a certification audit. Upon achieving successful audit 
result, the cctrpany will be awarded certification. HKQAA will 
carry out unannounced surveillance visits to the certified 
corrpanies every year to ensure their corrpliance. 
The certification process may take 6 months to 2 years 
depending upon capability of the companies, l^to early 1992, 
only 3 corrpanies have obtained the ISO 9000 certification. All 
of them were electronics manufacturers. 
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VI. Purposes of the Study. 
There has been no standard method in the iirplementation of total 
quality management programme, however, successful exairples will 
certainly be beneficial to the followers in making their ways to 
became quality organizations. 
Ihe purposes of this project are to study on : 
(1) The features of the total quality management programmes 
iirplemented by the manufacturers in Hong Kong. 
(2) The reasons v^ iy these ccrrpanies want to irrplement the total 
quality management prograinme. 
(3) The difficulties the ccttpanies encountered during the course 
of iirplementation of the total quality management programme. 
(4) The opinions from the manufacturers as to the iirportant elements 
leading to the success of iirplementation of total quality 
management programme. 
(5) The role of the governmental institutions in the iirplementation 
of the programme. 
(6) The progress of ISO 9000 in Hong Kong, and 
(7) Based upon the findings of the project, to give suggestions 
and recommendations to facilitate the followers to successfully 
carry out similar kind of programmes in their organizations. 
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VII. Literature Review. 
A.雄proach for iirplementation of Total Quality Management. 
The key to the success of iirplementation of Total Quality 
Management is to have a structured method v^iich we called "approach" 
to have it carried out. 
J.N. Blauw and W.E. During (7) has identified 3 main approaches 
for iitplementing total quality control. They are namely, system, 
project, and cultural approaches. 
System afproach is the one that has a master plan formulated and 
irtplemented simultaneously across the organization. Here written 
procedures and work instructions play an inportant role. 
Project approach is the one that works project by project in the 
iirprovement of quality and most of them are without time schedule. 
The cultural approach focuses on the people in the organization to 
achieve a quality attitude by means of training and motivation. 
B. Factors associated with the success of iirplementation of TC^. 
According to some study findings (8), the organizations that have 
achieved hi^i quality have some common features. They are namely : 
1. Top management cornmitinent. (Ford) 
2. Involvement of work force in quality suggestions. (Toyota) 
3. Errployee awareness and Involvement. (Ford, Xerox) 
4. Quality training. (Ford) 
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Literature surveys also suggest that the above factors are 
Iirportant to the success of iirplementation of total quality 
management programme. Besides, quality cost measurement, 
incentives and recognition to quality achievement are also considered 
to be vital factors. 
1. Management Commitment and Total Quality Management. 
In his book "The Iirprovement Process - Hew America's Leading 
Ccarpanies Improve Quality", Harrington (9) mentioned that "the most 
iirportant requirement to make Iirprovement part of the management 
system is to have the full management team participating in the 
process". Grocock (10) also stated that management caramitment is 
fundamental to any effective philosophy of quality improvement. As a 
matter of fact, quality iirprovement will not happen automatically. 
It must be planned and managed in order to make it works. Without 
the real tangible commitment from the management, it is virtually 
certain that the rate of quality iirprovement will fall behind. 
2. Involvement of people and Total Quality Management. 
In order for the total quality management programme to be a 
successful one, involvement of people from all levels is a necessity. 
Frank Nixon enphasized this factor in his book lfManaging to Achieve 
Quality and Reliability" (11) • 
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The shop floor employees are the ones v^ io are most knowledgeable 
of all concerning the manufacturing of conpany's products and 
services. Therefore, to iitprove on the work process and thus the 
quality of the products, their participation and iiput cannot be 
ignored. 
There are several techniques that can be used to encourage 
enployee's participation. Recognizing the team and individual 
acxomplishinents contributing to the iirprovement process, share H 
success stories and disseminate good ideas f encourage risk taking 
by removing the fear of failure are some of the examples. 
3. Quality Training and Total Quality Management. 
• I 
Edward Deming, and Loren D. Pfau (12) stressed the iirportance 1. ‘ 
of quality training to the success of quality improvement. The I 
relationship between them is obvious. 
- ft "I ‘ 
In order for the eirployees to carry out the duty properly and to 
11 
reach the ccttpany's requirement in quality irtprovement, they should 
be given adequate training in respect of quality concepts, 
statistical methods for quality control as well as the knowledge 
required for their job areas. There is misconception that quality 
is the job of the shop floor enployees and therefore that many 
organizations limited the training to this level. As a matter of 
fact, top and middle managements' contribution to quality iirprovement 
is equally iirportant and without v^iich the momentum of quality 
iirprovement will not exist. - 1 1 -
4. Measurement of Quality Cost and Total Quality Management. 
There are two kinds of costs incurred during production and 
sale of goods. They are the price of conformance and price of non-
conformance. 
Price of conformance refers to the cost that things are made 
ri^it at the first time. Price of non-conformance are the costs 
that incurred in doing things over again because they are made 
defective. These include testing and inspection, reworking or 
replacing the failed products, and the replacement or repair of the 
failed products for the customers. In a manufacturing carpany, the 
price of non-cx>nformance is generally 20 percent of the sales (13) • 
A general definition of quality cost is the "cost resulting from 
making defective products" (14) • The cost includes in the definition 
is not the cost for achieving superior quality tut rather the 
negative cost of doing things incorrectly. This is the cost the 
cctrpanies choose to pay by not preventing defects and by not doing it 
ri^it at the first time. In fact, none of this money need to be 
spent. 
Quality costs can be organized into four major categories. They 
are appraisal costs, prevention costs, internal failure and external 
failure costs. According to James Evans and William Lindsay (15), 
"i^jpraisal costs are those emended on maintaining 
quality level throu^i measurement and analysis of data 
in order to detect and correct problems. 
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Prevention costs are those expended in an effort to keep 
non-conformance products from occurring and reaching the 
customers. 
Failure costs are a result of non-confomiance. Internal 
failure costs result from unsatisfactory quality that is 
found before delivery of a product to the customer, and 
external failure costs are that occur after the poor quality 
products reach the customer." 
Philip Crosby (16) mentioned that "the only performance 
measurement is the cost of quality". Grocock (17) and Sinha & 
Wilborn (18) stressed the inportance of institutionalize the 
measurement system on quality cost. 
Quality cost measurement is crucial to the quality iirprovement 
process because it serves the following functions : 
i. To get the management's attention and show them the 
need for quality iirprovement. 
ii. To provide an objective for quality iirprovement. 
iii. To piipoint areas v^iere corrective actions will be most 
profitable. Most corrpanies don't have the resources to 
attack all areas of their problems at once. It is 
necessary to be selective and strive to eliminate the most 
serious problem first. 
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5. Rewards, Recognition and Total Quality Management. 
According to James B, Rieley (19), an iirportant part to total 
quality management programme is recognizing and rewarding enployees 
for positive participation and achievements. 
People participate in quality irrprovement plans for many reasons. 
From a management's stand-point, the best reason expected is that 
they are committed to the organization's vision. However, it is not 
always the case. 
In many instances, enployees participate because they have no 
choice since the company is embarking on the quality journey. To 
make the participation a willing one, the management has to set up 
a good recognition system. 
There are different methods in recognizing positive participation 
and quality achievement. Gain-sharing, bonus tie-in with quality 
achievement, and thanks and public praise are some of the tools. 
Grocodk emphasizes the use of non-monetary method of recognition. 
He discourages the use of recognition system that corrplicates the 
normal salary and wage increase and bonus methods. Furthermore, he 
stresses that the financial recognition should not be a substitute 
for thanks and public praise. 
C. Reasons for Iitplementing Quality Irrprovement Prograinme. 
Ihough the ultimate reasons for a corpany to inplement quality 
programme are to reduce cost and increase productivity in the long 
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run, to became an outstanding organization in temis of quality in the 
industry, and to strive for long term prospect for success. There 
are many intermediate reasons for carrying out the programme. 
According to Lee (20), the most common reasons for Hong Kong 
manufacturers to initiate actions for quality iirprovement are : 
1. To satisfy customer's requirements. 
2. To build up a quality image to the public. 
3. To catch up with the corpetitors. 
D. Barriers to the Iirplementation of Total Quality Management 
Programme. 
According to R.M. V^nne & Lancaster (21), lack of management 
support and coramitment, insufficient quality training were recognized 
as the significant barriers to the implementation of quality 
management programme. A.S. Sohal (22) mentioned that another major 
barrier is the insufficient attitudinal change by the top 
management. In fact, people have tendency of resistence to change. 
This is one of the most difficult barriers to juitp over during the 
iroplementation of total quality management programme. In addition to 
the above, emphasizing on short term results, insufficient resource 
allocation to quality programme, and the wrong perception from the 
lover level eitployees that quality is the management's job are also 
considered to be the common barriers. 
I 
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VIII. Methodology 
A. Target Population and Sairpling. 
The target peculation for the study are the manufacturing 
catpanies in Hong Kong v^ io have irtplemented total quality management 
programmes. However, as there are no such signs or lists telling 
v^iich manufacturers have inplemented total quality management 
programmes, we can only turn to the manufacturers v^ io are active in 
quality promotion as a second best alternative. 
To satisfy the above requirement, members of the Quality Club 
of the Hong Kong Productivity council and a list of manufacturers 
provided by the Hong Kong Government Industry Department have been 
chosen as the survey samples. The two groups have a common feature 
that they are keen on quality promotion. 
B. Target Survey Group. 
The target survey group is the persons v^ io are responsible for 
quality promotion in the company. They are either the quality 
coordinators, quality managers or the production managers. They are 
chosen because it is believed that they are the ones v^ io are most 
familiar with the quality practices in their organizations. 
- 1 6 -
C. The Questionnaire Design. 
Questionnaire is considered to be a better means of collecting data 
for this study for reasons that the questions are structured 
questions and that there are a vast number of interviewees in the 
target population. Moreover, interviewees can space their time to 
think through carefully in same questions, especailly those on 
seeking their opinions, before giving answers. 
The questionnaire is designed to be completed by the quality 
managers. The areas that the questions ask relate only to the 
organization as a v^iole. In same cases, the questions seek for the 
opinions and beliefs of the quality managers in the iirplementation of 
the total quality management programme. 
D. Questions Grouping. 
The questionnaire is divided into three parts. 
The first part asks for information concerning the approach 
and practices that the ccatpanies adopted in the implementation of the 
total quality management programme, the reasons they wanted to 
iirplement the programme, the difficulties they encountered and the 
outside resources they considered helpful in carrying out of the 
programme. The information so collected will enable us to draw a 
brief picture on how and v^ iy the total quality management programmes 
were carried out in Hong Kong. 
- 1 7 -
The second part seeks the opinions from the conpanies as to the 
degree of success of the total management quality programme, the 
factors they considered iirportant in successfully carrying out of the 
programme, and Aether they will recommend other companies to 
implement similar kind of programme in their own cxatpanies. 
Information collected from this part will enable us to relate the 
factors with the success of iirplementation of the total quality 
management programme and to give recommendations and suggestions to 
the followers. 
The third part asks for the information on the corpanies's 
profile. In this part carrpanies are also asked : 
(1) if their manufacturing sites are in Hong Kong, in mainland 
China, or overseas; and 
(2) if they are aware of ISO 9000. If so, in vtot stage they are in 
in working toward the ISO 9000 accreditation. 
Since there are a lot of Hong Kong manufacturing corrpanies having 
their production sites in mainland China and even overseas countries, 
the purpose of the first question is to facilitate the coirparison of 
the total quality management practices in these areas. 
As to the second question, the purpose is to survey on the 
ISO 9000 progress in Hong Kong because it has increasingly became 
a caramon requirement by the customers, both local and overseas, as a 
selection criteria for manufacturers in most of the industries. 
A copy of the questionnaire is attached in ^ jpendix 1. 
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XI. Survey Response. 
120 questionnaires were sent to the members of the Quality club of 
Hong Kong Productivity Council through the help of the Council in the 
first week of March 1993, and 200 questionnaires were sent to other 
manufacturing corrpanies in Hong Kong in the second week of March 
1993. 70 ccampleted questionnaires were received by the fourth week 
of March 1993. It represents a response rate of 21.9 percent. 
A. Profile of the Respondents. 
1. Profile of Respondents by Nature of Products. 
Among the 70 respondents, 
(1) 27 (or 39.7%) were manufacturers of electronic products. 
(2) 6 (or 8.8%) were manufacturers of mechanical products. 
(3) 4 (or 5.9%) were manufacturers providing building and 
construction services. 
(4) 3 (or 4.4%) were manufacturers of electrical products. 
(5) 2 each (or 2.9% each) were manufacturers of audio & video, 
photo, and telecommunication products. 
(6) 22 (or 32.4%) were manufacturers producing products other than 
the above-mentioned, and 
(7) the remaining 2 manufacturers have not answered to this 
question. 
A diagram of the respondents profile by product nature is attached 
in 雄pendix 2. - 1 9 -
2. Profile of Respondents by Size of the Cotpany. 
A profile by size of the catpany has also been analysed. To 
categorize the respondents by size, we have classified them into the 
follcwing groins : 
Small size manufacturers - with 100 employees or less. 
Medium size manufacturers - with 101 to 500 enployees. 
Large size manufacturers • with more than 500 enployees. 
Among the 70 respondents, 
(1) 16 of them (or 23.9%) were small size manufacturers. 
(2) 18 (or 26.9%) were medium size manufacturers. 
(3) 33 (49.3%) were large size manufacturers, and 
(4) 3 have not answered to this question. 
A diagram of the respondents profile by size of the carpany is 
attached in Appendix 3. 
3. Profile of Respondents by Length of Time of the T m programme. 
To categorize the respondents by length of time of the T ^ 
programme, we have classified them into the following groups : 
Short period - for programme implemented for less than 1 year. 
Medium period - for programme inplemented between 1 - 5 years. 
Long period - for programme iirplemented for more than 5 years. 
- 2 0 -
Among the 70 respondents, 
(1) 12 manufacturers (or 18.5%) have only run the programmes for a 
short period of time. 
(2) 29 (or 44.6%) have run the programmes for a medium length of 
time. 
(3) 24 (or 36.9%) have implemented the programmes for a long period 
of time. 
(4) 5 manufacturers have not answered to this question. 
A diagram of the respondents profile tfy age of the quality 
programme is attached in Appendix 4. 
4. Respondents Profile by Production Site. 
Among the respondents, 47 manufacturers have production plants in 
Hong Kong, 39 manufacturers have production plants in mainland China, 
and 13 manufacturers have production plants in other overseas 
countries. Some manufacturers were having production plants in more 
than one site. 
Further analysis shows that 
(1) there were 23 manufacturers (or 33.3%) who have production 
plants in Hong Kong alone. 
(2) 17 manufacturers (or 24.6%) have production plants in mainland 
China alone. 
(3) 5 manufacturers (7.2%) have production plants in other overseas 
countries alone. 
For convenient purpose, we will call these manufacturers as Hong 
Kong based manufacturers, China based manufacturers, and overseas 
based manufacturers respectively in the subsequent paragraphs. 
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B. Reasons for Iirplementation of Total Quality Management programme. 
In this section, a number of factors have been listed as the 
reasons for iirplementation of total quality management programme, and 
respondents were asked to identify those v M c h is/are the underlying 
reasons for their corrpanies' cases. Analysis shewed that the most 
common reasons, in the order of frequency, were as follows : 
Agreed by 
Reasons Number of Manufacturers 
1. To meet customers' requirements. 65 
2. To reduce cost and increase productivity 
in the long run. 61 
3. To became an outstanding organization in 
terms of quality in the industry. 58 
4. To promote quality culture throu^i out the 
organization. 57 
5. To catch up with the cxarpetitors. 46 
f 
6. To meet with the industry standard. 43 
7. To build up a quality image to the public. 42 
It suggests that the majority of manufacturers are looking at 
total quality management as a management tool to achieve the goal of 
promoting sales, increasing productivity and reducing cost. The use 
of it for decorative purpose ranks the lowest. 
A diagram on reasons of iirplementation of total quality 
management programmes is attached in Appendix 5. 
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C. Total Quality Management Approach. 
In this section, respondents were listed various approaches and 
methods, and asked to identify those v^iich their conpanies had 
adcpted in the iirplementation of the total quality management 
programmes. 
Outcoirve of the survey are as follows : 
1. The majority of mnufacturers (30 in number or 46.2%) were using 
only the system approach. 
2. only 2 manufacturers (or 3.1%) were using only the project 
approach. 
3. 16 manufacturers (or 24.6%) were using only the cultural 
approach. 
4. 17 manufacturers (or 26.2%) were using a combination of 
approaches. 
5. 5 manufacturers have not answered to this question. 
A diagram on the approaches used by the respondents is attached in 
i^jpendix 6. 
As to the method of applying these approaches, the majority of 
the manufacturers (59 in number) said they were using a top-down 
approach. Only 7 manufacturers said that they were using a bottom-up 
approach. 
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A table on the total quality management approachs and methods 
adopted by the respondents is appended belcw for easy reference : 
Number Number of 
of Manuf. Respondents % of respondents 
System 雄proadh alone. 30 65 46.2% 
Project Approach alone. 2 65 3.1% 
Cultural i^proach alone. 16 65 24.6% 
Combination of Approaches. 17 65 26.2% 
Top-down Method 59 68 86.8% 
Bottom-up Method 7 68 10.3% 
D. Quality Department and Total Quality Management. 
In this section f respondents were asked if they had a quality 
department in their companies and to whan this quality department 
reported. 
53 manufacturers (or 75.7%) advised that they had a quality 
department responsible for the promotion of quality concepts and 
quality iirprovement jobs. The parties they reported to were : 
Number of 
Parties reported to Manufacturers Percentage 
1. Managing Director 21 38.2% 
2. General Manager 17 30.9% 
3. Production Manager 11 20.0� 
4. Quality Manager 5 9.1% 
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For those v^ io did not have a quality department, these 
responsibility fell onto the shoulders of the following parties : 
Party reported to Frequency 
1. Quality team. (13) 
2. Production manager. (4) 
3. Financial Controller. (2) 
4. Others, e.g. industrial engineers, 
technical department and managing director. 
From the level that these quality departments reported to, it 
strongly suggests that the manufacturers were putting the issue of 
quality promotion in an iirportant position. 
E. Quality Training and Total Quality Management. 
In this section, respondents were asked if their companies had 
provided quality trainings to the employees, and if yes, to v^iich 
level of employees. 
65 manufacturers (or 94.2%) said that they had provided quality 
trainings. Among them, 45 manufacturers (or 68.2%) provided the 
trainings to all three levels (i.e. top, middle and shop floor 
levels) of the employees. Only 2 manufacturers provided the quality 
trainings to the middle management alone. There was no cortpany only 
providing quality trainings to the top or shop floor employees alone. 
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A table on the level that quality training provided to is 
appended below for easy reference : 
Number of Number of 
Manufacturers Respondents Percentage 
“ - I , — 
Training to top ragt alone. 0 66 0.0% 
Training to middle ragt alone. 2 66 3.0% 
Training to shop floor 
enployee alone. 0 66 0.0% 
Training to any two levels. 15 66 22.7% 
Training to all 3 levels 45 66 68.2% 
No training. 4 66 6.1% 
Total 66 100.0% 
A diagram of quality training is attached in Appendix 7. 
As to the instructors of the trainings, the majority of 
manufacturers (64 in number) were using the in-house quality 
coordinators to conduct quality trainings. 37 manufacturers were 
using independent quality consultants and 11 were using consultants 
from government agencies. 
The above suggests that manufacturers recognized the inportance 
of quality trainings to quality improvement and were receptive to the 
use of independent quality consultants. 
F. Rewards, Recognition and Total Quality Management. 
In this section, respondents were asked if their companies had 
reward and/or recognition systems to recognize the quality 
irrprovements contributed by ertployees. 
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A table on the level that quality training provided to is 
appended below for easy reference : 
Number of Number of 
Manufacturers Respondents Percentage 
Training to top ingt alone. 0 66 0.0% 
Training to middle rogt alone. 2 66 3.0% 
Training to shop floor 
enployee alone. 0 66 0.0% 
Training to any two levels. 15 66 22.7% 
Training to all 3 levels 45 66 68.2% 
No training. 4 66 6.1% 
Total 66 100.0% 
A diagram of quality training is attached in Appendix 7. 
As to the instructors of the trainingsf the majority of 
manufacturers (64 in number) were using the in-house quality 
coordinators to conduct quality trainings. 37 manufacturers were 
using independent quality consultants and 11 were using consultants 
from government agencies. 
The above suggests that manufacturers recognized the irrportance 
of quality trainings to quality irrprovement and were receptive to the 
use of independent quality consultants. 
F. Rewards, Recognition and Total Quality Management. 
In this section, respondents were asked if their companies had 
reward and/or recognition systems to recognize the quality 
irrprovements contributed by employees • 
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22 manufacturers said they had a reward system v^iich was tied in 
with productivity. 19 manufacturers have a system for gainsharing by 
quality teams. 33 manufacturers have non-financial recognition 
system in place. Overall, 43 manufacturers (or 69.5%) have 
recognition systems of any kind and 19 manufacturers (or 30.5%) 
didn't have any recognition system at all. 
A table on the recognition systems adopted by the respondents is 
appended below for your easy reference : 
Number of Number of 
Manufacturers Respondents Percentage 
Reward tied in with 
productivity. 22 68 32.4% 
Gain-sharing by quality 
teams. 19 68 27.9% 
Non-financial recognition. 33 68 48.5% 
Have no recognition 
system. 19 62 30.6% 
Have recognition 
systems of any kind. 43 62 69.4% 
Total 62 100.0% 
A mean test (data of analysis shown in the follcwing page) 
on the success of total quality management prograinmes between two 
groupings, one with recognition systems of any kind and one with 
no any recognition system indicates that the former has a higher 
degree of success in TO1 implementation. 
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Mean Test -
Success of Tgvi iirplementation 
between respondents viho have 
recognition systems of any kind 
and respondents v^ io have no 
recognition system. 
Mean St. Deviation Cases 
For entire population 4.7903 1.3687 62 
Have no recognition system 4.4211 1.4266 19 
Have recognition system 4.9535 1.3265 43 
(Remarks : input of success in I W implementation is based on a 
7 points scale with 1 being the least successful and 
7 being the most successful.) 
G. Quality Costs and Benefits Measurement and Total Quality 
Management. 
In this section, the respondents were asked if their conpanies 
had monitoring systems for measuring costs associated with and 
benefits derived from the implementation of total quality management 
programme. 
Analysis results showed that : 
(1) 39 manufacturers had monitoring systems for measuring costs of 
improving product quality (e.g. process and production) • 
(2) 41 manufacturers had monitoring systems for measuring costs of 
product inspection. 
(3) 48 manufacturers had lnonitoring systems for measuring costs of 
scrapping of products. 
(4) 26 manufacturers had monitoring systems for measuring costs for 
after-sale services. - 2 8 -
While on the benefit side, analysis indicated that : 
(1) 54 manufacturers had monitoring systems for measuring reduction 
in non-conformance. 
(2) 48 had systems measuring the increase in productivity. 
(3) 48 had systems in measuring the reduction in cost and wasts. 
(4) 37 had systems in measuring the lower inventory requirements. 
A table showing the number and percentage of respondents that 
have monitoring systems for measuring quality costs and benefits is 
appended as below for easy reference : 
Number of Number of 
Manufacturers Respondents Percentage 
Measure costs of 
improving product 
quality. 39 69 56.5% 
Measure costs of 
products inspection. 41 69 59.4% 
Measure costs of 
scrap of products. 48 69 69.6% 
Measure costs of 
replacement of 
products. 26 69 37.7% 
Measure reduction o 
in non-conformance. 54 69 78.3% 
Measure increase in 
productivity. 48 69 69.6<$ 
Measure reduction 0 
in cost and v/aste. 48 69 69.6名 
Measure reduction in 
inventory requirement. 37 69 53.6名 
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It is obvious that in general manufacturers in Hong Kong 
tended to measure the benefits more than the costs associated with 
quality inprovement. This is not a surprising phenonenon because 
system for quality cost measurements are generally more difficult to 
implement. 
Likewise, a mean test (analysis shown below) indicated that the 
manufacturers v^ io have monitoring systems in place for measuring 
quality costs have a higher group mean of success in than those 
v^ io have no monitoring system. 
Mean Test 一 
Success in TQl iirplementation 
between respondents v^ io have 
quality cost measuring system 
and \iho have no quality cost 
irieasuring system. 
Mean Std Dev Cases 
For entire population. 4.7903 1.3687 62 
Have no quality costs measuring system. 4.6216 1.2550 37 
Have quality costs measuring system. 5.0400 1.5133 25 
(Remarks : input of success in 1 W implementation is based on a 
7 points scale with 1 being the least successful and 
7 being the most successful.) 
H. Achievements Observed after Iirplementation of Total Quality 
Management Prograinmes. 
In this section, respondents were listed a number of achievements 
and asked to indicate those they had observed after the 
iirplementation of the total quality management programmes thus far. 
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In the order of frequency > the achievements that they have 
observed were as follows : 
No. of No. of 
Achievement Observe Manuf. of Resp. Percentage 
" " ' ' "• ' '
 1 1 一 1 • _ •• •• l_ • — •!• • I  I H 
1. Reductions in non-conformance 
of products 54 67 80.6% 
2. Better cararaunication between 
management and employees. 50 66 75.8% 
3. Increase in productivity. 46 66 69.7% 
4. Reduction in cost and waste. 42 66 63.6% 
5. Reduction in product replacement 
cost. 32 65 49.2% 
6. Lower inventory requirements. 32 66 48.5% 
7. Reduction in after-sale 
services cost. 25 65 38.5% 
Obviously, the majority of manufacturers agreed that inplementing 
total quality management programmes could bring forth substantial 
benefits to the coirpanies. One surprising result observed is that 
the achievement of "better communication between management and 
errployees", v^iich is intangible in nature, has been ranked second in 
the list. 
I. Difficulties Encountered during Iirplementation of TXM Programme. 
In this section, respondents were listed a number of difficulties 
most commonly encountered by the coitpanies during the iirplementation 
of K^l programmes and were asked v^iich of those happened in the cases 
of their ccrrpanies. 
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Analysis showed that the difficulties encountered, in the order 
of frequency, were as below : 
Number of Number of 
Difficulties Encountered Manufact. Respondents Percentage 
Short term goal is still 
dominating the situation. 46 68 67.6% 
Insufficient resources 
allocated to promote the 
prograitime. 38 68 55.9% 
Lower level errployees view 
that quality is the job of 
the management. 35 67 52.2% 
Attitudinal change of senior 
management is not enou^i. 31 68 45.6% 
Insufficient mamentum due 
to lack of senior 
management's support. 20 67 29.9% 
Failure to set up a 
framework. 18 68 26.5% 
Do not know viiere the 
ccirpany stands in the course 
of the programme. 16 68 23.5% 
The most common difficulties encountered by the manufacturers 
were indicated as "the emphasis on short tern goals" and "the lack of 
adequate resources to promote the quality programmes11. This has 
revealed the situation that the management of the manufacturers in 
Hong Kong were reluctant to sacrifice on short tern results and put 
investment in quality programmes in order to exchange for bigger 
long term benefits. 
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J • Outside Resource for Implementation of Total Quality Management 
Programmes. 
In this section, respondents were asked if they had used the 
services of Hong Kong Productivity Council (HKPC), or Hong Kong 
Quality Circle Association (HKQCA), or any other independent quality 
consultants during the iirplementation of total quality management 
programmes, arid their cxsmraents on their services. 
Data collected indicated that 30 manufacturers (or 62.5%) had 
been assisted by Hong Kong Productivity Council vliile 18 (37.5%) had 
not during the programmes iirplementation. The helpfulness of HKPC 
has achieved a mean score of 4.4792 (data of analysis shown belcw) in 
a 7 points scale with 1 being the least helpful and 7 being the most 
helpful. 
Helpfulness of HKPC 
Mean Std Deviation Cases 
For entire population. 4.4792 1.3367 48 
For manufacturers not 
helped by HKPC. 4.3333 1.3720 18 
For manufacturers 
helped by HKPC. 4.5667 1.3309 30 
As to the services from Hong Kong Quality Circle Association, 
analysis shewed that only 8 manufacturers (or 33.3%) had used the 
services from this institution. 16 manufacturers (or 66.7%) had 
never used HKQCA to help them in the total quality management 
programmes inpleraentation. The helpfulness of HKQCA has achieved a 
mean score of 4.00 (data of analysis shown in the next page) in a 7 
points scale same as the above-mentioned. 
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Helpfulness of HKQCA 
Mean Std Deviation Cases 
For entire population 4.0000 1.3687 24 
For manufacturers not 
helped by HKQCA 3.5000 1.3566 16 
For manufacturers 
helped by HKQCA 5.0000 1.5119 8 
In general, the helpfulness of HKPC and HKQCA were considered to 
be fair. Corparatively HKPC was more well known to the manufacturers 
and was considered to be more helpful on average. 
Manufacturers have also used the services of the independent 
quality consultants to assist in the total quality management 
iirplementation. They included Mortiboys (2 manufacturers), Philip 
Crosby Association Inc. (1 manufacturer), Duns (2 manufacturers), 
Handley Walker (1 manufacturer), and K^izen Institute 
(1 manufacturer)• 
K. Opinions from Manufacturers v^ io have Iirplemented Total Quality 
Management Programmes. 
In this section, respondents were asked to rate (in a 7 points 
scale with 1 being highly disagree and 7 being hi^ily agree), 
according to their experience, the iirportance of a list of elements 
to the success of total quality management programme, and Aether 
they will recommend the followers to iirplement similar kind of 
programmes. 
- 3 4 -
Data collected have been run against a mean test with 2 
groupings, one with a higher degree of success in TXM (rated at 
greater than 4) and the other with a lower degree of success in T^I 
(rated at less than or equal to 4) • The analysis results on the 
important elements leading to the success of K^l were as follows : 
Means 
For Rating of 
Success in T^ yi Entire 
> 4 <= 4 Population 
1. Management support 6.6316 4.4762 5.8644 
2. Quality training 6.3077 4.5238 5.6833 
3. Employee involvement 6.3158 4.3810 5.6271 
4. A solid framework 6.0833 4.3500 5.4643 
5. Recognition 5.7632 4.6667 5.3729 
It says that based on both the input from the entire respondents 
and the manufacturers vtio considered themselves having a higher 
degree of success in TXM irrplementation, management support, quality 
trainingf enployee involvement were considered to be the three most 
important factors leading to the success of Tgvi programme. 
As to the manufacturers' recommendation, analysis result (as 
shown on the following page) showed that manufacturers v/ho have 
iitplemented TQ^ l programmes fairly strongly recommended the followers 
to carry out similar kind of programmes in their organizations. 
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Recommend the followers to 
iirplement TQM programmes 
Mean St. deviation Cases 
For entire population 5.3793 1.4965 58 
For success in T^ yi <=4 4.4000 1.5009 20 
For success in TQM >=4 5.8947 1.2256 38 
(Remarks : input on recommending the followers to carry out similar 
kind of programes is based on a 7 points scale with 1 
being highly not recommended and 7 being highly 
recommended.) "‘ 
L. Progress of ISO 9000. 
Since ISO 9000 accreditation has increasingly become a common 
requirement by the customers in most of the industries, the writer 
has atterrpted to study the progress of ISO 9000 among the 
manufacturers in Hong Kong. 
Analysis indicated that among the 70 manufacturers : 
1. 10 manufacturers (or 14.5%) were not aware of ISO 9000. 
2. 11 manufacturers (or 15.9%) were aware of ISO 9000 but have 
not taken any actions so far. 
3. 38 manufacturers (or 55.1%) were in the process of application 
for ISO 9000. 20 of them were from the electronic industry. 
4 . i o manufacturers (or 14.5%) have achieved the ISO 9000 
accreditation. 5 of them were from the electronic industry. 
(1 manufacturer has not answered to this question.) 
A diagram of the ISO 9000 status among the respondents is 
attached in Appendix 8. 
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From above, we can see that about 1/7 of the manufacturers have 
already achieved the ISO 9000 accreditation and slightly more than 
half of the manufacturers were in the stage of application for ISO 
9000. It reflects the situation that manufacturing industries were 
putting strong errphasis in this area. 
One point worths our noting is that electronic industry has the 
largest number of manufacturers that were in the stage of application 
for ISO 9000 as well as that have achieved the ISO 9000 
accreditation• 
M. Conparison of Total Quality Management Practices between 
HK Based and China Based Manufacturers. 
As defined in the previous chapter,, Hong Kong based manufacturers 
are those v^iose production plants were in Hong Kong alone, and China 
based manufacturers are those v^iose production plants were in China 
alone. 
In recent years, because of the low land price and cheap labour 
cost, a lot of Hong Kong manufacturers were moving their production 
plants to mainland China. Due to the difference in production 
environments and difference in the qualification of personnel 
ertployed, the practices adopted in quality iirprovement programmes by 
the two groups of manufacturers may not be the same. 
The writer would like to attenpt to cortpare the total quality 
management practices between the manufacturers with production plants 
in the above two regions. - 3 7 -
1. Total Quality Management Approach. 
Appended below is a table cxdtparing the total quality management 
approaches and methods used by the Hong Kong based and China based 
manufacturers. As reflected by the figures, a higher percentage of 
China based manufacturers were using the cultural approach alone and 
the bottom-up method in the iirplementation of TQM� programmes. This 
suggests that the manufacturers there stressed more on motivating 
people to achieve quality iirprovement. 
HK Based China Based 
Manufacturers Manufacturers 
Number % Number % 
System approach alone 11 55.0% 7 41.2% 
Project approach alone 1 5.0% 1 5.9% 
Cultural approach alone 3 15.0% 5 29.4% 
Ccinbination of approach 5 25.0% 4 23.5% 
m^mmmmmmmmmm mamwam^mmm^m t^^^^m^m^mmm mammmmmmmm^^^ 
Total 20 100.0% 17 100.0% 
2. Quality Training. 
Following table is a ccdiparison on the quality training situation 
between the Hong Kong based and China based manufacturers. As shown 
by the figures, the China based manufacturers have a hi^ier 
percentage of providing quality training to their employees (94.1%). 
However, on the other hand, they have a lower percentage of using 
both in-house quality coordinators, independent quality consultants 
and government consultants to conduct the trainings. This may be due 
to the lack of qualified quality consultants in China. 
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Coirparison on Quality Training 
HK Based China Based 
Manufacturers Manufacturers 
Number % Number % 
mmmmmmm^ ^mmmm^mmm^mmmmmm mmmmmmmrn^m 
Have no quality training 3 13.0% 1 5.9% 
Have quality training 20 87.0% 16 94.1% 
Training to top ingt alone 0 0.0% 0 0.0% 
Training to middle ingt alone 1 4.5% 0 0.0% 
Training to lower level 
enployees alone 0 0.0% 0 0.0% 
Training to all 3 levels 15 68.2% 8 50.0% 
Training by in-house quality 
coordinators 22 95.7% 14 87.5% 
Training by independent 
quality consultants 13 56.5% 5 31.3% 
Training by government 
consultants 3 13.0% 1 6.7% 
3. Reward and Recognition Systems. 
Table below is a cotparison on the reward and recognition systems 
between the Hong Kong based and China based manufacturers. As 
indicated by the figures, the percentages of having recognition 
systems of any kinds between the two groups of manufacturers were 
almost the same. However, the Hong Kong based manufacturers tended 
to use more non-financial recognition v^iile the China based 
manufacturers tended to use more the system with reward tied-in with 
productivity to encourage people to participate in the quality 
iirprovement process. 
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Conparison on Reward 
and Recognition Systems 
HK Based China Based 
Manufacturers Manufacturers 
mmmmmumm^m mmm^^mmmmmmm^m^m^m 
Number % Number % 
Reward tied-in with productivity 4 17.4% 8 50.0% 
Gain-sharing by quality team 5 21.7% 4 25.0% 
Non—financial recognition 12 52.2% 6 37.5% 
Have recognition system of 
any kind 15 65.2% 11 68.8% 
Have no recognition system 8 34.8% 5 31.2% 
Total 23 100.0% 16 100.0% 
4. Monitoring Systems for measuring Quality Costs and Quality 
Benefits. 
Table below shows the carparison on monitoring systems for 
measuring quality costs and quality benefits between the Hong Kong 
based and China based manufacturers : 
Comparison on monitoring systems 
for measuring quality costs. 
HK Based China Based 
Manufacturers Manufacturers 
Number % Number % 
Measure costs of iroproving 
product quality 10 43.5% 9 52.9% 
Measure costs of product inspection 17 73.9% 8 47.1% 
Measure costs of scrapping of 
products 20 87.0% 9 52.9% 
Measure costs of after-sales 。…。 
services 9 39.1% 5 29.4% 
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Corrparison on monitoring systems 
for measuring quality benefits 
HK Based China Based 
Manufacturers Manufacturers 
Number % Number % 
Measure reduction in non-
conformance 19 82.6% 13 76.5% 
Measure increase in productivity 15 65.2% 10 58.8% 
Measure reduction in cost and 
waste 19 82.6% 9 52.9% 
Measure reduction in inventory 
requirement 14 60.9% 7 41.2% 
As reflected by the above figures, in general Hong Kong based 
manufacturers have a higher percentage of having monitoring systems 
for measuring both the quality costs and quality benefits than their 
counterparts in China. This may be due to the better accounting 
systems and practices in the region. 
5. Difficulties encountered during iirplementation of T ^ 
iirplementation. 
Following table compares the difficulties encountered during the 
iirplementation of TC^ programmes between the Hong Kong based and 
China based manufacturers. 
As indicated by the figures, both Hong Kong and China based 
manufacturers ranked the "ertphasis on short tern goals" and 
"insufficient resources allocated to promote quality programme" as 
the top two most difficult barriers to • iirplementation. 
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One major difference observed was that "insufficient momentum due to 
lack of senior management's support" ranked the lowest in the China 
based manufacturers. This suggests that as canpared to the Hong Kong 
based manufacturers, the management of China based manufacturers were 
more su^ortive to the iirplementation of T^l programmes. 
Comparison on difficulties 
encountered during TQM 
iirplementation between HK based 
ard. China based manufacturers 
HK based China Based 
Manufacturers Manufacturers 
Number % Number % 
m^mmmmmm^mmmm ^mm^^m^^ ^mmmammmm^ammmmm mmmmmmmmtm 
Short term goal is still 
dominating 13 56.5% (2) 14 87.5% (1) 
Insufficient resources 
allocated to promote the 
quality programmes 14 60.9% (1) 11 68.5% (2) 
Lower level employees' 
perception that quality 
iirprovement is management's 
job 9 40.9% (4) 10 62.5% (3) 
Attitudinal change of senior 
management is not enou^i 10 43.5% (3) 8 50.0% (4) 
Insufficient momentum due to 
lack of senior ragt support 7 31.8% (5) 5 31.3% (7) 
Failure to set up framework 6 26.1% (6) 7 43.8% (5) 
Do not know v^iere the cxatpany 
stands in the course of the 
programme 5 21.7% (7) 6 37.5% (6) 
(Remarks : Numbers in brackets are the ranking based on the 
percentage. 1 ranks the hi<^iest v^iile 7 ranks the 
lowest.) - 4 2 -
N. Summary. 
The philosophy of total quality management has gained the 
acceptance by the manufacturers in Hong Kong. Today, a considerable 
number of manufacturers are using this management tool to upgrade the 
quality of their products. The major reasons for using it are to 
satisfy the customers' requirements on the quality and to increase 
productivity and reduce cost. 
Various approaches have been used by the manufacturers here. The 
most commonly adopted approach in iirplementing the total quality 
management programmes was found to be the system approach, while the 
most common method of applying the programme was found to be the 
top-down method. However, a fair amount of manufacturers were also 
using a combination of approaches in the TXM iirplementation. 
For promotion of quality concepts and quality iirprovement 
matters, most of the manufacturers were having a quality department 
to carry out these duty. This quality department generally reported 
to a very high ranking personnel, such as managing director, general 
manager, production manager or quality manager. It suggests that 
manufacturers were putting the quality issues in an important 
position. 
Several elements, namely quality training, recognition system, 
quality cost measurement, \Aiich were considered to be iirportant to 
success of total quality management programme were tested among the 
manufacturers for their existence and application. 
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A great majority of manufacturers (65 in number or 94.2% in this 
study) were found to have quality trainings provided to their 
eitployees. Among them, 45 manufacturers (or 68.2%) provided the 
trainings to all three level of employees • Manufacturers were judged 
to have recognized the inportance of quality trainings to quality 
inprovement. 
About 69.5% of the manaufac±urers were found to have recognition 
systems in their companies to recognize the achievements made by 
enployees. 
As to the monitoring system for measuring quality costs and 
benefits, it was found that the proportion of the manufacturers 
having these inonitoring systems were rather high. Also, 
manufacturers were found to have a tendency of measuring the 
benefits more than measuring the costs. 
Manufacturers in Hong Kong agreed that they have encountered 
various difficulties during the iirplementation of TQi programmes. 
The 3 most caramon ones were mentioned to be : (1) Short term goals 
is still daminating the situation, (2) Insufficient resources 
allocated to promote the programme, and (3) Lower errployee's 
perception that quality is the management's job. 
Two well-known government agencies, the Hong Kong Productivity 
Council and the Hong Kong Quality Circle Association, v^ io were 
active in quality promotion, have helped the manufacturers in the 
iirplementation of TKM programmes. Their helpfulness were both found 
to be fair. - 4 4 -
According to the opinions from the manufacturers, Management 
Involvement, Quality Training and Ernployee Involvement were rated to 
be the 3 most iirportant factors to the success of iirplementation of 
TC^ programmes. 
Lastly, based on the past experience and observation in benefits 
achieved, manufacturers vtio have implemented the TQM programmes 
strongly recommended the followers to carry out similar programmes in 
their organizations. 
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X. Recommendations. 
Based on the findings from this study, we have come up with the 
following recommendations v^iich we hope could be beneficial to the 
follower in embarking on the T^ VI journey : 
1. Manufacturers should look at long term perspective in the 
iirplementation of programmes. Attitudes and quality-
practices will not change over night. Manufacturers should allow 
themselves sufficient time to see the results. Erophasizing on 
short term goals will only be detrimental to I W iirplementation. 
2. Management support is crucial to the success of T(M 
programmes. It is the driving force to sustain the programme's 
running. Failure to maintain this si^port by management 
will result in lack of mcanentum in the course. 
3. Quality training is the best investment in quality promotion. 
This investment pays off in the longer term. 
4. Monitoring systems for measuring costs and benefits are 
effective means to the success of Analysis shows that 
conpanies that have monitoring systems in place have a hi^ier 
degree of success in TC^ l iirplementation. Though these 
monitoring systems are difficult to apply, it is recommended 
that manufacturers should endeavour to implement such systems. 
- 4 6 -
5. Employees' involvement is another iirportant factor to the success 
of Tgyi programme. It makes the different between Aether 
the programme is a totality one. Besides the building up of 
quality culture in the organziation, one effective way to 
bring forth errployee involvement is the set up of recognition 
system. 
6. Lastly, we would like to ertphasize that TQ^ L is only a mean to 
an end. It is the journey to the destination of quality 
improvement. From the findings of this study, there is strong 
evidence that apparent benefits can be achieved after 
iirplementation of the K M programmes. It points to the fact 
that after the system is in place, the benefits will 
automatically follow. Therefore, manufacturers should ertphasize 
on the process of the T^ yi programme but not the results. 
- 4 7 -
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APPENDIX 1 
Questionnaire 
Total Quality Management Practices Adopted 
by Companies in Hong Kong 
Every company strives to generate and deliver high quality 
products and services to their customers. Yet, approaches 
toward quality achievement vary among companies. 
This survey seeks to identify your company's approach and 
achievements regarding Total Quality Management. 
Questions ask for actual practices, and your opinions, 
or beliefs regarding the implementation of the Total 
Quality Management programne at your company. 
Please circle, at the appropriate answer or put a ••/•, at the 
appropriate box. You or your company's identity is not 
required to complete this survey. 
Definition : 
As defined by Loren D. Pfau, Total Quality Management is 
an approach continuously improving the quality of goods 
and services delivered through participation of all levels 
and functions of the organization. 
(I) Total Quality Management Methods and Practices. 
A. Total Quality Management approach. 
1. There are several approaches for implementation 
of Total Quality Management. The approach that your 
company adopted in the implementation of Total Quality 
Management programne is : 
a. Systemic approach involves written procedures 
and master plan. 
b. Project approach based on individual project. 
c. Cultural approach involving the training and 
movtivating employees to achieve a quality attitude. 
2, Basically, the Total Quality Management programme of 
your company is : 
a. a top-down approach. 
b. a bottom-up approach. 
B. Reasons that your company wants to implement 
Total Quality Management programme. Y E S N 0 
1. To build up a quality image to the public. 
2. To meet customers' requirements. 
3. To catch up with the competitors. 
4. To meet with the industry standard. 
5. To promote quality culture throughout the organization. 
6. To reduce cost and increase productivity in the long run. 
7. To become an outstanding organization in terms of 
quality in the industry. 
C. Is there a Quality Department in your company in promoting YES NO 
concepts and practices of Total Quality Management ？ 
1. If the answer is "Yes", 
a. How many members are there in the Quality Department ？ 
b. To whom this Quality Department reports. 
2. If the answer is "No", who will carry out the 
quality promotion jobs ？ 
a. Human Resource Department. 
b. Quality teams with members make up of col leagues 
from various departments. 
c. Production Department. 
d. Financial Controller. 
e. Others. Please specify. 
D. Training in Total Quality Management. 
.1. Does your company provide quality training to YES NO 
the employees ？ 
If the answer is "Yes", 
The quality training were provided to : YES NO 
a. Senior management. 
b. Middle management. 
c. Shop floor employees. 
2. Who will be responsible for the training ？ YES NO 
a. In-house quality coordinators or facilitators. 
b. Outside independent quality consultants. 
c. Quality consultants from government agencies. 
E. Incentive plan for promoting Total Quality Management. 
The incentive plan that your company has in promoting 
Total Quality Management is : Y E S N 0 
1. Financial rewards tie in with productivity. 
2. Gainsharing by teams who have achieved quality targets. _、 
3. Recognitions, e.g. Plague, Trophy. 
4. No incentive plan. 
F. Cost associated with and benefit derived from 
Total Quality Management programme. 
1. Does your company have monitoring device for costs 
associated with quality improvement programne in the YES NO 
following respects : 
a. Cost for improving product quality (including 
process design and production). 
b. Cost for inspection of products. 
c. Cost for scrapping of products. 
e. Cost for after-sales services. 
2. Does your company have monitoring device for benefits 
derived from the quality improvement programme in the YES NO 
following respects : 
a. Reduction in non-conformance of products. 
b. Increase productivity. 
c. Reduction in cost and waste. 
d. Lower inventory requirement. 
3. Achievements observed after implementation of the 
Total Quality Management programme. YES NO 
a. Reduction in Non-conformance of products. 
b. Increase productivity. 
c. Reduction in cost and waste. 
d. Reduction in product replacement cost. 
e. Reduction in after-sales service cost. 
f. Lower Inventory requirement. 
g. Better communication between management and employees. 
G. Difficulties encountered by your company in the 
implementation of Total Quality Management programme. YES NO 
1. Failure to set up a framework. 
2. Do not know where the company stands in the 
course of the programme. 
3. Attitudinal change in senior management is not enough. 
4. short term goal is still dominating the situation, 
e.g. emphasize on quantity rather than quality. 
5. Insufficient resource allocated to promote the programme. 
6. insufficient momentum due to lack of senior management's 
support in continuing the programme. 
7. Lower level enployees view that quality is the job 
of the management. 
H. Outside resources for Total Quality Management. 
There are several government agencies and independent 
qua Ii ty consultants who can provide assistance and 
advisory services to companies in implementing 
quality programme. In your company's case : 
1. Which of the following outsi.de consultants your 
company has used ？ YES NO 
a. Hong Kong Productivity Council. 
b. Hong Kong Quality Circles Association. 
c. Independent Quality Consultant. 
Please specify : 
2. The assistance from the following consultants/agencies 
is considered to be very helpful : HIGHLY DISAGREE HIGHLY AGRE 
a. Hong Kong Productivity Council. ____ :…-. 一 _ _ 
b. Hong Kong Quality Circles Association. . _ _ 
(II) Opinions from your company after the implementation of 
Total Quality Management progranvne. 
HIGHLY DISAGREE HIGHLY AGRE 
A. In general, the Total Quality Management programme 
is considered to be successful. _ — 
B. I would recommend the companies who have not implemented 
the TQM to carry out similar kind of programme. ___一 
C. The key to success in implementation of the TQM are : 
1. A solid framework. 
2. Management's support. 
3. The involvement of employees of all levels. 
4. Quality training. 
5. Recognition, and gain-sharing. 
(III) Company Profile. 
A. The general nature of your company's products 
or services is 
B. The number of employees in your company is : 
C. How many years has your company implemented quality 
programme ？ 
D. The production base of your company's products is in : 
1. Hong Kong. 
2. Mainland China. 
3. Other than (1) and (2) above. 
E. Is your company aware of ISO 9000 ？ YES NO 
F. In which stage your company is exploring ISO 9000 : 
1. Aware but has not taken any actions to obtain 
ISO 9000. 
2. In the process of application for ISO 9000. 
3. Has achieved the acreditati'on of ISO 9000. 
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